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Abstract
This paper presents a description of and rationale for one institutional
research/planning office's attempt to deal with the professional development
needs of its staff in an intentional, systematic, and continuing way. The
objective was to brosden and develop the knowledge base and technical skille
of the office as ¢ whole, as well as to benmefit individuals. The method used
was a multipronged approach which relied on a variety of educational re-
sources. A unique aspect of the program was the development of an in-office
training program to supplement opportunities available elsevhere. 7The sug-
gested paradigm is to: (a) assess needs, (b) identify opportunities and
constraints, (c) match needs to resources, (d) develop an in-uffice program,

(e) implement the program, and (f) evaluate.



" To say that one of the primary challenges of higher education today 1s to
respond t; constantly changing social, political, technological, and economic
environments has become a cliche. Nevertlicless, the challenges are here and
will continue. New styles of leadershlp and approaches to problem-solving are
emerging as administrators attempt to deal with a complex array of problems
and issues. A8 a consequence, inatitutional researchers, now more than ever,
must cope with a changing set of role expectations and demands (Chase, 1979).
As the tools of the trade become increasingly sophisticated and varied due to
the rapid expansion of knowledge and technology, and as acceptance of their
use grows among high level administratorg, changes in the basic education\and
continuing professional develoy;ment needs of the institutional researcher
become paramount. Identifying professional development activities that are
adequate to the task and enabling participation in them at a time of in-
creasing office workloads and stable or declining budgets can be difficult.

This paper presents a description of and rationale for one institutional
research/planning office's attempt to deal broadly and systematically with the
professional development question. The aim is to outline & framework and an
approach that might be of assistance to similar offices as they confront staff
.development needs.

The office described here consists of nine permanent staff members (mostly
full time) and a fluctuatiug number of temporary, part-time staff members
(primarily graduate students). During the past year, the headcount has ranged
from twelve to seventeen, with most staff members in research positioné. The
educational backgrounds of the staff members represeat a wide variety of
levels of attainment and fields of study. On occasion, budget stringencies
have meant replacing experienced staff members who leave with less experienced

junior staff members. Thne strategies of using a combination of regular and



temborary. staff and of hiring people with diverse backgrounds have been
deliberate and are expected to continue.

The development program was initiated not only out of a degire to keep
abreast of new theoretical and technical developments, but also as a response
to changes in office accivities and functions, changes in staff composition,
and general concerns for career enhancement and advancement. This office has
always viewed professional development as a shared responsibility and has con-
sistently encouraged individual activities. In the course of office and staff
planning, however, it became apparent that efforts needed to 20 beyond main-
taining a supportive atmosphere for professional development activities to
requiring staff participation in an intentional, systenatic and continuing
program. The objective was to bring about organized, focused growth for the
office as a whnle, as well as to benefit individuais. Because of the diver-
sity of office persomnnel, it was clear that no one avenue for development
would suffice. Rather, a multipronged approach for broadening the knowledge
base and technical skills of the staff through the use of a wide range of
educational resources was needed. A unique aspect of the program was the
development of an in-office training program to supplement opportunities
already available locally and through professional organizations such as the
Association for Institutionmal Research.

Background Literature

The characteristics and resulting professional development needs of the
institutional research office of this study appear to be typical. tudies
show, for instance, that the profession consists largely of young persons with
advanced degices in diverse fields but with limited experience in institu-
tional research. Such staff members need to assimilate the knowledge neces—
sary for applying their training and skills in the institutional research

setting (Tetlow, 1979; Dressel, 1979).
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The érganizational behavior literature suggests that omployees are moti-
vated to engage in professional development activities because of their neeqs
(internally felt deficiencies which act as a "pushing” force) and their goals
(external objectlves or outcomes which act as a "pulling” force). Extrinsic
factors, such as fee reimbursement, and intrinsic factors, such as a sense of
achievement and growth, influence and rein“orce this behavior (Cummings and
Schwab, 1973). A prot em 1s that the needs and goals and the many factors
which influence them -+ ..l vary considerably for professiopals depending on
their career stages and their assigned or desired respuasibilities.

Prbfessional develnpuent programs must, therefore, flow from and respond
to the varying needs and interests c¢f individuals. Chase and Tetlow (19793
suggest t.;at such progra~ should be based on three key considerations: (a)
the indiviccil's level of responsibility, (b) the individual's length of ex—
perience, d (¢) the institution's environmental orientation. Whereas the
novice institutional researcher is wmotiveced by job performance and career
advancement factors, the experienced justitutional researcher, who may be
frustrated by the lack of distin:t - .reer paths, sees professionzl development
as a way of enhancing job er.cisfaction (Johmson, 1982; Feustemacher, 1982).
Because diminished advancement opportunitiss stem in part from the static or
contracting state of higher educ: . ion, a condition not likely to change in the
near future, career enhanceuewn. opportunities are imperatlve if the quality of
a professional staff is to be maivt..ned (Cyert, 1975).

The general needs oif the profession as a whole, which parallel those
frvnd in the office described here, vary from developing "relevant technical,
s .1al, and political skills" (Chauc and Tetlow, 1979, p. 27) to learning con-
tent areas such as systems.analysis, organizational theory, data‘processing,

and financia. coerations (Spencer, 1979).
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Vehicles for professional development include professional readlng,
on-the-job learning, workshops and conferences, and formal academic or intern-
sliip programs (Fenstemacher, 1982; Chase and Tetlow, 1979). Chase und Tetlow
note that the nature of the knowledge or skill to be transmitted should deter-—
mine the mode of instruction. Emmett (1983) suggests the use of wmultiple,
ro+her than wsingle, tralning strategies, because people lears. in different
wayg and at Jdifferent rates.

Most of the existing literature focuses on the needs of individuals or
individual performance problems (as in Mager and Pipe, 1970). Considerably
less literature is to be found about the distinctive need for professional
development from an organizational or group purspective. This paper presents
o paradigm for systematically identifying and matching professional develop-
menfxneeds and resources at an office level. The paradigm's six components
are: ' (a) assessing needs, (b) identifying opportunities and constraints, (c)
matching needs and resources, (d) developing an in-office program, (e)
implementing the program, and (f) evaluating it.

Program Planning and Development

A growing awareness of a problem and the need to address it led to the
firat stage of ac:tivity, a needs assessment carried out in June of 1983.
Senior staff of the office developed a survey instrument based on an outline
of the various current and anticipated conceptual and technical areas relevant
to office projects and functions. In the survey, all staff (professional and
clerical) were asked to assess their present level of knowledge and skills and
to identify five areas that were of the most interest to them for professional
development.

Ten responses were’received and analyzed. Survey results were used to
prioritize office needs as a whole; areas of greatest interest included both
theoretical and technical topics. However, the value of the survey went

beyond this. It seemed to serve as a catalyst for stimulating enthusiasm and
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Intellectual Lﬁtcrcut In various content Aud slelll arcas, and ror clarifylng
the preferred divections 0§ lLuruing for Individuals.

The second stage of program plunnixq{ conslsted of ldentlfylug and assey-
sing the voclous opportunities and conatfaintu. This meant, on the opportu-
nities sidc, didentifying the educational resources and programs available
ingside and outside the office and the University. Existing University pro-
grams included those offered by the Offlce of Human Resources Development, the
Data Systems Center, the various teaching departments, and the like. Various
periodicals and mailings provided information on other programs offered
locally and elsewhere.

On the constraint side, there were limited budget resources available for
activities involving travel costs or program fees. Other constraints included
time, eligibility requirements, and space limitations imposed by programs.
The ease of participation was another factor, as staff were less likely to
attend programs which required a great deal of personal investigafion and
motivation.

Information from the first two stages fed into the third stage in which
the collective and individual needs were matched with existing programs, given
the known constraints. Although scme needs could be met by external programs,
many others could not. For example, the Human Resources Development programs
focus on University policies and procedures and on general skill development.
They are oriented more towards staff im clerical or administfative positions
than towards staff in research positions. These programs were only applicable
to a few members of the staff, and therefore were inadequate for meeting some
of the primary needs of the office as a whole.

Another example where existing programs did not meet office needs was in
the area of microcomputer training. Because very little wa% offered on cam-

pus, progréms available through local computer stores were investigated.
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There wuu-llmltcd Interest in these programs, however, duce to thedr high costs
and to uncertainties about their relevance aud the quality of Instruction

The respousibility for developing a program that would (11l the gap
created by unmet neceds was assigned to two genfor staff members. The Intent
was to supplement rather than to duplicate educational opportunities readily
available elsewhere. Thus, the fourth stage of the project consisted of plan-
ning an iun-office progruh. The following assurptions gulded the plauns:

1. The program would be staffed primarily by office personnel, thus

making use of existing expertise.

2. Sessions would be targeted to specific knowledge or skill needs. In
determining program content an attempt wa: made to distinguish be-
tween "nice to know” and "need to know" information.

3. The program would include both theoretical and technical topics.

4, A variety of modes of instruction would be used, including formal
group presentatious, semistructured experiences for one Or two
individuals, self-directed learning, mediated instruction, and
learn-by-doing experiences.

5. Whenever possible, instructional materials would be developed which
could serve as instructional resources and aids on a continuing
basis.

Using these assumptions, the program planners developed a schedule for
September through J: Sessions were scheduled with some regularity so
that the program had a ..eling of momentum, thus encouraging commitment to and
interest‘in the prugram on the part of staff members. The schedule took into
account general workload patterns of the office and expected arrivals of new
staff members. The schedule was not viewed as a fixed entity, but rather as a
guide to program implementation which could be revised and adapted in response

to a changing set of circumstances. The first topics scheduled addressed areas
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/
In whilch the pfogrum leaders had extenslve knowledpge and gome teaching  xpert-
ence to engure that the program would begln well,
)

OftLce staff meetings provided an opportunity for staff members to dlis-
cuss aspects of the program format and schedule. ‘Tthe offtce divector made It
clear that although participation in all programs was not required, staf{ were
expected to participate in as many programs as possible that were appropriate
to thelr necds.

Program Implementation

The fifth stage of activity involved implementing the program. Program
offerings on the original schedule were advanced word processing (a technical
skill) and budget and finance concepts (theory based practice) in the first
two months, to be followed later by information resources in the office and a
scries on basic computer and data base concepts.

Fortunately, the schedule was flexible, for it unaerwent the following
revisions in the first few months: (a) A basic word processing session was
inserted into the schedule to accommodate new staff members and then was re-
peated two months later, (b) the advanced word processing series required
three sessions instead of the two that had been planned, and (c) the budgeting
and finance concepts series was postponed due to schedule conflicts of one of
the resource leaders.

An unanticipated event which had a major impact on the program and 1its
schedule was an office decision to purchase six stationary and four portable
microcomputers. The arrival of the microcomputers in early December created
an immediate and high priority need for training staff in their use. This
meant focusing all the available time and energy on one area until most of the

staff members achieved a basic level of competence.



The need .lm' the banlen nooa pave way Lo an onpolng need  for advanced
tralning, Tﬂuruforu, Lh& program shifted Les emphasly frowm needs Tdentttied
In the statl survey that rvelated to malutrvame computers to those that related
to mlerocomputers. A brief hlatus occurred [u the tormal aspects of the pro
pram when the mlcrocowputers firat arvrived. The formal program resumed  in
carly January with a clearer dircctlion and purpose.

Prograa Of ferinpn, September Throuph March

rormad Programg

i

Sixteen sessions have been held as part of the formal 1n-otf£cc program,
$ix of the sixteen have been offered as part of the PC Users Group, a group of
staff members from within the same vice presidential area who have all re-
cently acqulied personal computers. ‘The purpose of the group ks to provide a
forum for sharing and enhancing collective knowledge and for cncouraglug fur-
ther use of the microcomputers and their software. From the beginninyg, this
group was conceived to be an integral part of the office professional develop-
ment efforts. Staff from this office initiated the group auq continue to have
-responsibility for coordinating its activities.

Table 1 gives a brief description of each of the 16 sessions. Most ses-
sions required about two hours of time, except the PC Users Group sessions
which were held during the lunch hour. Approximately 280 participant hours
have been devoted to all sessions, excluding leaders' preparation time, from
September through March. Included in this total are hours spent by individ-
uals in closely associated offices who were invited to join sessions on
mutually beneficial topics.

A number of staff members have assisted in leading these programs.
Presenters have included seven individuals from within the office as well as

two individuals from other closely related offices.
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Date

9/23/83
9/27/83

10/6/83
10/13/83
11/16/83

1/18/84
2/1/84

2/10/84

2/22/84
2/27/84
2/29/84
3/8/84

3/21/84
3/22/84

3/29/84

4/4/84

Table 1

Formal In-Office Programs

Program (Number of Participants)

Basic Word Processing: fundamental concepts using Wang dedicated
word processing equipment (7)

Advanced: Word Processing 1I: advanced features and available
utilities (14)

Advanced Word Processing II: continuation of 9/27 session (9)
Advanced Word Precessing III: continuation of 9/27 session (5).
Basic Word Processing: repeat of 9/23 session (6)

PC Users Group: dhtroductory session for staff to share experi-
ences to date and determine interests for future sessions (19)

PC Users Group: demonstration of FRIDAY!, a file management
system and report generator (15)

Information Resources I: availability, location, and appropriate
use of various.types of information and data sources in the

office (13) N

PC Users Group: demonstration of the spelling verification
feature of Multimate, a word processing software (12)

Information Resources II: continuation of 2/10 session (8)
PC Users'Group: (a) demonstra’.lon of Hewlett Packard graphics
plotter using Lotus 1-2-3 graphs and BASIC programs, and (b) dem—

onstration of Desk Organizer persomal productivity software (12)

Budget and Finance I: state appropriations process and its
relationship to the University budget cycle -(11)

PC Users Group: demonstration of Multiplan, an electronic
spreadsheet software (15).

Budget and Finance II: budget development simulation using a
case study approach (13)

Budget and Finance III: continuation of 3/?? session (13)

PC Users Group: telecommunications demonstration wusing a CAT
modem and Hayes Smartmodem with interfacing software (16)

13
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Formal pfbgrams extegnal to the office bhave also been a part of the
professional development series. Staff have participated in: (a) wvarious
on-campus programs, {(b) microcomputer software classes offered elsewhere, (e)
formal degree cradit programs, and (d) activities of professional associationms.

Informal Activities

The informal portions of the professional development program included a
variety of individual and group experiences. The "informal" label refers more
to the scheduling and style rather tﬁan to the content; the learning that took
placé was thorough and systematic.

Most staff members demonstrated individual initilative to become familiar
with the microcomputers and software. Autotutorial diskettes, which came as
part of a purchased software package, and other published tutorials were used:
widely by staff. Individual efforts were also encouraged by the office pur-
chase of books, manuals, users guides, and periodicals. An informal lending
library was established to provide easy access to these materials.

Evidence of individual interest and initiative was seen from the start in
the almostlconstant use of the microcomputers during the workday. More tell-
ing evidence, however, appeared in thé staff member requests to take the por-
table computers home in the evenings and on weekends. The demand on\weekends
typically exceeded the supply. Staff members initially used weekends to speed
their learnihguof software. Noﬁ, home use 1s devoted more towards‘work on
office projeéts and less towards learning activities.

A few staff members lea;ned a great déal individually while planning for

the purchase of the microcomputers and related software. This planning

.

required intensive reading on a variety of topics in order to evaluate options
and to make decisions. The resulting gain in knowledge was very useful later
in introducing the rest of the staff to the computers and facilitating their

learning efforts.
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Another instance of significant individual activity occurred as staff
members prepared to lead the formal group Seésions. This preparation was in
and of itself an effective learning experience, as it involved refamiliariza-
tion with known but forgotten informztion as well as the discovery of new in-
formation. In some cases, intensive study was necessary so that newly ac-
quired software could be quickly introduced to the staff.

Informal activities have also taken ﬁlace‘among groups. For example, a
staff member with extensive knowledge of University data bases was paired with
a new staff member who needed to access thg data base in order to complete an
office project. An important but less evident contribution to professional
development oécurred in the frequent conversations and problem-solving discus-
sions that took place. As staff members begaﬁ to use thevmicrocomputers as
work tools,.the most efficient means to solving a ‘software problem often was
consultation with other staff members. The amount of knowledge gainéd inlthis
way, individually and collectively, was significant. These conversations also
revealed which staff members were devéloping proficiencies which could be
tapped latér for PC Users Group presentations.

Program Evéluation

The sixth stage of activity involved evaluating the program to determine
achievement of objectives, to identify problems and possible.solutions; and to
recognize and compare.the costs aﬁd.benefits. The evaluative comments that
follow are basedAon responses to a sﬁrvey of staff, informal feedback received
throughout the project, and insights»gained through coordinating the prdgram.
The survey asked each staff member to i&entify all participation_in profes-
sional deve10pment_activities_for the year, to eva;uate the usefulness‘of tke
knowledge gained from formal programs, and to indicate future progéam prefér-

ences.
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Achievement of Objectives

Overall, participation levels have been very high. On the average, statf
members attended ten of the sixteen in-office sessions. In addition, six
staff membeis have participated in formal external programs other than those
for degree credit.

In evaluating the in-office programs they attended, most staff members
felt that the content had added significantly to their knowledge and that they
expected thisAknowledge generaily to be useful. Evidence of the utility can
be seen 1n the incfeased usage of the microcomputers and the dedicated word
processors. Staff members have adapted quickly to this new technology and
collectively exhibit fairly extensive knowledge of its use.

Based on survey comments, staff are enthused about the program and seem
to be more intentional in their own *:Jividual efforts for professional Jdevel-
opment. As one staff member respon&eu, I think the idea of a continuing pro-
gram like this is terrific. It'é soﬁething I've felt ‘a need for, for the 3+
years I've been here."

The enthusiaém for the program can also be seen in the Willingness of the
staff to serve as program leaders. This was an area of uncertainty at the
beginning of the series: Would anyone bé wiliing to make presentationsAtp the

group as a whole? Staff not oniy have agreed readily to give presentations

but have approached the task with.thqroughness and care. Most sessions, for

instance, ha&e included useful and Well prepared handouts. This is indicative
of the level of staff commitment to the program.

Problems and Solutions

Although problems Were encounteted; none presented major obstacles. Many
minor difficulties were related to the high level of staff turnover. To ac-

commodate new ‘étaff members, for éxample, some programs needed to b¢ re-

|
peated. A problem arose, howaverﬁ with the arrival of a new staff member

16
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who needed individual training in an area already covered by the rest of the
staff as a group. Although there was a willlingness on the .part of staff to
share knowledge with others who were at the same, more advanced level, it was
not mutually beneficial to =pend ncentrated time and effort with the new
person who qeeded to catch up. A more corcerted effort will have to be ini-
tiated, therefore, to quickly upgrade the knowledge and vski'lls of new staff
members so that they won't Be isolated from the benefits of collective pro-
cesses. This may mean a greater reliance on external programs. Because of
University sponsored efforts to increase the availability and use of micro-
computérs among fac_:ulty‘, staff, and students, it is reasonable to expect that
there will be more externai prograx;ls available in the future that will suit
these needs. | In some cases, cost savings still will dictate the bcontinuation
of in-cffice training in areas where. an external program ié also available.
In-office programs will continue to play an important role imn meeting more:
specific and advaﬁced training‘needs of staff members. -A

Staff turnover also hindered the needs. assessment and evaluation pro-
ces.ses. Not all of the indiv.iduals who particzipated in the negds 2ssessment
survey were still employed whén.the program was implemented. Similarly, the
evaluation of the program was based on responses from some individuals who had
not participated in the needs assessment. Thus, there was and always will be
some degree of mismatch between the actual needs of the staff and the programs
offe;:ed. To insure that the program continues to be viable and worthwhile,
needs assessment and-.p::‘ogram evaluation efforts, both formal and informal,
must take place on a continuing and systematic basis.

Scheduling problems necessitated many adjustments in the program and
frequently caused minor irritations for the planners. Initially, this had
been envisioned as a summer program, ‘but that proved impossible- to s;:hedule

because of vacations and the absences of permanent staff members. During the
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academic year £he.large number of part-time staff with varying schedules made
it difficult to find times when all staff members who were interested in a
program cculd be preseni. Additionally, unpredictable events occasionally
wreaked navoc uu the schedule. Otiher work demands created a continuing ten-
sion in giving the program the priority it needed. Scheduling problems are
difficult to resolve in ways that are both practical and satisfactory. One
possibiii:zy is to repeat scme programs at relatively closely spaced intervals
if warranted by sufficient interest.

Some staff members, at all levels, were reluctznt to participate fully.
fargeting programs to clericals was particularly difficult. Although cleri-
cals did participate in the in-office programs, they wefe also encouraged to
take advantage of the many external programs which are geared more towards
their special needs.

For many reasons, it was easier to focus on the technical needs than on
the theoretical and conceptual needs. It was easier for the staff to identify
and‘ assign a priority -to technical needs. Technical areas lent themselves
more readily t§ one~-time sessions. Theoretical areas, to be covered in a
meaniagful way, usually would réquire a serie;vof sessions, more preparation
time, and the like. Oonly areas which could be. covered effectively in a
shorter timeframe were considered in order to avoid~ioverlap with existing
degree program offerings thak have more to offer in terms of quality and
content.

Costs ana Benefits

There were costs attached to the program, although they were mainly
indirect rather than direct. The largest component of the indirect cost was

staff time, spent both in preparing and giving presentations and in admirnis-

tering and coordinating the progrém. ‘Participation in programs was, to some

extent, at the expense of othér work related activities, although sometimes

18



15

the two were one and the same. Direct costs such as fee reimbursement for
external programs, purchase of instructional aids, and subscriptions to peri-
odicals, although wor th noting, have not been substantial. Finally, a2 poten-
tial but unknown cosi is whether the program will encourage higher rates of
turnover among permaneut staff by increasing their career marketability.

The program has 2enefited both the office and individucls in a.number of
ways. The most obwious collective benefit is that the office now has a uore
knowledgeabtle and productive staff that is able to make éffective use of the
tcols available. Msny stafr members worked more hours than usual af no added
cost to the University. This work was facilitated, in part, by the availa-
‘bility of the portable.micro omputers for use at home.

The program contributed to office morale by‘fostering a more creative and
intellectually Stimuléting atmosphere. The result was that staff members had
more enthusiasm for their respective jobs. This was especially imbortant for
the longer term employees who, unlike the graduate students, Have fewer op-
portuﬁities to receive this kind of stimulation in other forums. The program
has specifically encouraged the following: )

1. a gre:ter feeling of teamwork and a greater appreciation for the

skills and knowledge that ofher staff members hold. /

2. a wiliingness ‘to approach office assignmenta--both routine and
nonfoutiqe‘ﬁkrom a néw perqpective; Staff began to question the
traditioqal ways of carrying out assignments?and to ask how these
tools might be used to do - them differentlyaor more effectively. The
vast potential of the new technology has just begun to be realized.
Actual changes in modes of operation will be a constantly evolving
process. |

- The reputations of.the office aad its staff membérs'hava been enhanced

among staff in closely .associated offices through the presentations, and
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through the aﬁnOuncement of programs which helped to create an &wareness of
staff expertise.

" The mnst obvious individual benefit was that everyone learned a coasider-
able awmount in a rather short period of time, aud that, for the most part,
this added knowledge was viewed as useful. There was also a great deal of
personal satisfaction gained from achieving an enhanced level cf expertise and
having others profit from it.

Costs are visible.aﬁd immediate. Benefits, on the other hand, are some-
what intangible and tend to accrue over time., Therefore, precise analysis 1is
difficult, but the benefits clearly seem to vutweigh the costs.

Future ofxthe-Program

The succésé'of the program, along with the recognition of everchanging
needs, has led to ; strongvcommitment to its continuatioq. The basic format
of the program is unlikely to change, withvthe in-c ffice portions continuing
as the significant aspect. )

Planned programs and suggested topics for the next few months include:
&1 overview of research design and methodology inclﬁding statistical tech-
.niques and software; demonstrations of micro software such as dBaseII and FYI1;
advanced uses,'includingrihtefféciﬁg”bﬁfmicro §oftwaré; and expanded use of

";e;ectronic “ngtworking' caparilities at campus Lnd cross-institutional lev-

, s _
els. Thig"list of programe and ideas is not inclusive and will expand a8 new

b

’areas"ﬁf interest emerge.
Conclusions
This paper began with ti.e premise that the professional development needs
of the staff in institutioual research offices shouiq.be addressed throﬁgh in-
tentional, systgmafic, and continuing effortsu'biﬁé‘objective of the program
described here was to brggden and develop the knowledge béseiand technical

skills of the office as a wholer, as well as to benefit individuals. A
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multipronged approarkl ;hat relied on a variety of educational resources and
methods was the tasis for the program. A program paradigm suggested six
stages of activity: (1) assessing needs; (2) assessing opportunities and con-
straints; (3) matching tﬁe needs with existin;; programs; (4) developing an
in-office prograx to fill the gap of unmet needs; (5) implementing the pro-
gram; and (6) evaiuating the program. Althougzh these six stages were de-
scribed here as successive and distinct, in r«ality they represented over-—
lapping and continuous activities.

This program paradigm can be applied to institutional research offices in
other settings. The size and composition of é particular office's staff will
be important determinants of the structure of a program. A relatively small
staff, for instance, would canstrain the development qf an extensive in-office
program. In. that case, cooperative 'efforts with other offices should be
considered. Obviously, any program will need to be based on the unique set of
needs, constraints, resources, and opportunities affectiﬁg that: office. What
. 1s suggested heraz 1s a pfocess for developing a program rather than a
prescription for its structure and content. |

Factors which contribute, then, to a successful program include the fol-
lowing:

1. First and foremost, gbe office must have an atmosphere supportive of
brofessional development. A key figure in establishing and
maintaining that atmosphere is the office director, who must take a
proactive rather than just a reactive stance on the issue. of
professional development_fér his or her .staff.

2. The director and the staff must share the understanding that
professional development activities are an'appropriate part of the

work day.
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3. -Althéugh all staff members have a personal responsibility for their
professional development, at least one individual should be respon-
sible for coordinating and faéilitating group efforts. That
coordinator should involve all staff members in needs assessment and
evaluation efforts and should inform them regularly of plans and
schedules.

4. Staff members need to share information on their respective work
activities on a regular basis. This creates an awareness of
knowledge and/or expertise in ceftain areas and facilitates the
informal exchange of ideas. It also fosters program leadership.

5. All staff members should have a responsive attitude so that each is
open and willing to be approached for help and suggestions by any
other staff member.

6. The program planning process needs to be flexible so that changes
can be made in response to changing circumstances.

7. Expectations regarding the intent and scope of the program and the
performance of individuals need to be realistic. The program will
not meet all the needs of the staff nor will all staff members
choose to participate fully. :Furthermore, because program leader-

" ship will be providéd by préfessionals of institutionalAresearch,
not human resource development, the‘ emphasis of activities and
presentations sﬁould be on content rather than on style of delivery.

‘A professional ‘development program is essential for adapting and-

responding to the changing environment and the changing roles of institutional
reséarchers. ﬂSuch a program can be beneficial without being costly. The
basic‘components of a successfdlleffort are extensive knowledge of the neeﬁs
and expertise of staff members and a creative approach to the use of any and

/

all resources.
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